Approved For Release Ron ep imal 
© ee | Ex nber OF inca Seotoi 


hs 


a 


S| 
WH agate 


upenge 


I. SUMMARY 


4. The Office of Computer Services, DD/S&T, is responsible for 
. gatisfying those autounite gata processing (ADP) requirements that 25X9 
— are handled centrally. It has an authorized Retensth of _|evare 
employees, spends about ii. = 7 veer, and hes about one«-third 
of the Agency's ADP resources. — 

2. OCS consists of a Director's office, three staffs and four 
divisions. The staffs develop new computer techniques, conduct ALP 
training and handle general administration. Three divisions--Manage- . 
ment Support, Intelligence Support, and Scientific Applications--assist 
in the design of ADP syatens and develop computer programs. The fourta, 
the Operations Division, runs the computers and handles productica 
requirements. The managers of the Office, staffs and divigions are 
energetic and talented; their work force is highly skilled. 

3. Although computer specialists are in great demand, the 
turnover rate ia OCS is not unusually high. Por example, in a recent 
six-month period, only fowr left to accept. exployment elscwhere. Most 
of the Office professionals plan or vant to make & career ia the Agency 
and believe that their talents and skills were being used effectively. 
As in other organizations, however, the young professionals want to 
ve given challenging assignments and promotion opportunities as they 
mature : They uneeieen the need for better communications up and 
‘down and question some OCS management practices. — . 
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4, The development of ADP experts within the Anenky through 
training, advancement and rotation is presently the responsibility 
of several different Goonsnes using computers. An ADP career 
service has been suggested as a means of providing efficient cen- 
tralized personnel management and making maximum use of wuch ‘talents. 
While much can be said in favor of such a service, we do not believe 
thet this is the time for this move, largely because we found it | 
. @ifficult to separate technical ADP vesponsibilities from substan< 
tive responsibilities of the systems analysts and some programmers. 

- We recommend that the Information Processing Board (TPB) do what it 
can to facilitate the career development of ADP people. 

' 5. Rotation of OCS computer specialists into substantive 
components and the assignment of substantive experts to 005 om 
do much to close the communications gap and assure more efficient 
“tuae of ADP in the future. Some of this has been done and with good 
results. Improvements in the quality and range of OCS services to 
customers can also be prought sbout by 8 nunber of managerial aitee 
Specifically, there is a need for vetter written standards and pro~- 
cedures j for improvement in staff work; for better ADP documentation} 
ane for a tightening up of supervisory practices and housekeeping 
routines. Walle OCS has done well in keeping up with demands for ite 
| services in a period of vapid ADP growth, it is now time to improve 


the organization and management of its basic resources. 
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6. The Scientific Spplications Divicion of OCS ds engaged in 
an dupressive array of programs and projects in support of @ diverse 
Lint of customers (O32, OSA, OBL, PMSAC, OC, OSP, OER, ONS, TED, 


ates). Ite work is satisfactory, tut the division needs better 


_ wecords on the availability of software aystems. The division's 


pull pen-type work area makes concentration for ita highly qualified 
yatheerticlans and sclentict practically inpoaatble; @ condition 
they feel lowers their efficiency to perhaps 35 percent. weet 
7. The Yanagenent Support Division maintains about 50 systens 
which produce seme 1,000 different Kinde ef reports Yor all compencuts 
of the Support Services and other Agency elements. Most of the pro- 
grona for the syatems were dasigned to xuu On earlier generation 
computers than those OCS aow has. This means that these more ad- 
vanced computers perform Like an older, less advanced, lesa efficient 
computer while runaing these prograns {referred to as emulation). | 
In eAdition, some of the systens are poorly documented and have 
pean revised apd patched in a piecemeal fazhion, thus increacing 
jnefPiclency and inflexibility. 
S. The Management Support Divisioa has @ large Snvestment in oe 
the Suppoxt Information Processing system (SIPS) vkich now hss [| 
CCS and | ]pm people working on it a8 & SIPS Task Force. The effort 
to design and develop SIPS began ia 1964 with fewer people involved 


but with the basic aims the same. These vere to report support date 
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more completely and faster, to reduce redundant reporting, and to 
lower data nanipuieting time. What vegan as an effort ta design 
avi develop overly sophisticated systens hag now been cub back i, 
k8 sub-systems within ae major eystens which axe in threo sreas~- 
mum, financial, and material recources. The effort has also been » 
médified te allow en incremental approach in the design aud devel- 
opment of the ten systemd rather thea introduces them ell at once. 
After the earlier yeure of frustrations and littie real success, 

the Task Fovee now appears to be progressing. However, we found a 
oeed fox the establishamt of more firs system parameters; a need 
to determine programing methods (batch or on-line); and a reed to 
‘gtandardize date elements ead eddes. Ke also found a need fox the 
DDS components to devise and Tirm up thoix input procedures, to 
= plans for the utilisation of the outputs, sad to arrange train- 

Suz for the atarfs iavolved in the new procedures. 

9, In the past, the SIPS Program has lost momcatun because of 

nsutfieient techaical expertise and indecisive cowmunientiogs with 
rasmrenent It sppemrs thet these problems have been overcome and 
tat the Task Force now has specific plang as to where it is headias 
and when 4¢ will get there. However, much ig still to be done and 
coxbinued support is essential. To stop the SIPS effort now vould 
mean the lose of a large investment. Further delays in developing 


3 the systeins would be very eogtly. 
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10. Some of the staff who have been detailed to SIPS from 


\ 


support offices need counseling. Their morale is low because they 


feel that they are out of the mainstream of consideration for pro- 


. motions and reassignment opportunities. A recommendation on this 


point is included in the report. 

- 1. Phe Intelligence Support Division works for ene DDL, the 
 DD/sar, the DOP, NIPE, and OC. Its ticker Sees tects involve the 
storage and manipulation of large masses of information. The 
majority of the division's work is regarded as satisfactory by the 
users. One software program developed by the division is not getting 
the use 0CS feels it should, however. This is CAPRI (Centralized | 
Automatic Processing and Retrieval of Intelligence). It is based 
on the premise that. many vequixenente in organizing, processing, | 
and displaying information are enough alike, even though the sub- 
stantive content 1s dissimilar, to allow the multiple use of one 

ADP program for a.wide number of users. The program is ready but has 
few users. O03 believes that the progran meets many of tha DDI’s 
pasic information storage and retrieval requirements. <A number of 
DDI menbers, ieuauen, feel that CAPRI has limited practical use. ‘In 
this and in other fields closely related to the work of Central Ref- 
erence Service of DDI, there has een a tack of clarity regarding 
OCS responsibilities. We have recommended that the Deputy Director 


for Intelligence and the Deputy Director for Science and Technology 
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focus their atteution in clarifying the roles and responsibilities 


of OCS and CRS. 

iz. We fousd that the Intelligenee Support Division was once 
‘poorly minaged, underemployed, end hed inadequate atendards, pro- 
cedures and dotumentatioa. A change im monagement enrrected the 
fiest problemy the new mmoagenent 1s correcting the adcond; the 
third vemeizs @ problex. | 

13. The Operations Divioien rung the computer canter. Ib is - 
competestiy managed, and & smell technical stare provides great 
help in day-to~day problas solving. Yost of its exployees are | 
computer operators, key punch operatora, asd Clerks. The division 
perlorms a gxeat deal of work reliably and prompsiy.. 

U4, In studying tho operations of the computer center, the 
fospectors were inpressed ty the couplexity of decision-making 4n 
the field of equipment selection. Clearly, the rate of technological 
savanes tends to outotrip our abllity to make efficient use of the 
conputers ve have (i.e., need for emulation}. It also seeus to 
farce the pace of decisivn»making aghout the future structure of our 
work in this avea. Highecapacity, high-speed computers are avenue 
able, aud i% would be tawpting from the point-of-view of cost to 
move in the direction of Integrated operaisons and time-sharing 
operations. At the sane tine — af the Agency's work requires 


fiveidility and @ high degree of security. There ave those vho 
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_ believe that fourthegeneration| anal computers assigned to support 
our work in certain specialized, compartmented fields and “controled” 
by the using compenent ave the answer to the need for flexibility and 
security. But it is not at all clear when such seule will be | 
avariente and what they widt cost. 

a5. Ye suggest that wy Agency pause asd take stock. ‘There is 
8 need to catch up with the equipment on hand and @ need to select . 
our future course with great care. | 

«16. The need for central Agency review and coordination of ADP 
was met in part by the Executive Director-Comptroller's memorandum of 
13 October 1969, which ¢reated an Information Processing Board (IPE) 
chaired by an ‘appointee of the Executive Director-Couptroller. ‘This 
was @ strong step forward in meeting this need but does not eliminate 
all problems. The Board does not have full-time members. <All, 
including the Chairman have other jobs. The Board has no real, 
‘authority. its functions are largely advisory in nature and essen- 


tially are as follows: | _ 


a. To assigt in the formulation of policy-planning 


guidance. 
Ss To suggest how to eliminate duplication or achieve 
s “compatability, | . 
Ge o assist “in determining the vest use of Ageney : 


= : "ADP facklities. . a oe ae <i oe Sas 
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a. To advise the Executive Director-Comptrolicr. 
if» The IPB, then, has no real authority. We believe this 
authority for the coordination of Agency ADP might better be placed 
| in the bands of @ full-time Poard Chairman whe reports divectly and 
nly to the Executive Director-Couptrolier avd has the eupport of a 
givoag professional starr. 
315. The Comamity tn«Line Intelligence Byster (COINS) experizent 


be faulty. Ik ties up one OCS computer for thras houra @ aay. 
Problevs with software, different filing end coding systems, and a 
coneon computer language problem have not ac solved. It is possitie 
| that the system does not meet a valld intelligence need. Winaliy, ib 
poses peroblens ds one areca in which the Agency is already overloaded 
with problems, that of ADP security. 

19. Certain security problems sre inherent in ADP. A great 
deal of intelligence and support Information is in oue ceotral place. 
the informtion ts in packages easily removed or copied. Electroe 
magnetic radiation must be eliminated by careful shielding. Spillese 
of compartmenated inforastion present in time-sharing multi-classifi- 
cation Level aystens is posaible. The many remote terminals in tine~ . 
siasting systems dnerdgase the possibility af unsuthorized access ta 
 gonpertieated information. Yhe Plapd of computer-produced intelli- 


(gouge inforuation can create classification end dissemination eoutyol 
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20, There is a need to foru a task force of security and ADP 
specialists large enough and conpatent seen to Geal with these 
prsbien: sad those additional ones that are caused by COINS. The 
security effort addressed to these problaw at present is quite 
dnciequate. 

21. We found thes ocs 4 custouer-ovtented gna vesponsive to 
customer requirenents within the linkts of O08 capabilities. A 
ousber of problens raised by the users, hoveves, xust tbe given cone 
tiaued attection. These start with @ comnuiications gap wherela 
the customers connot undarstend the jargon vsea Dy the computer 
specialiste, aud the conputer people do not Lully understand the 
mubstantive informotion neads of the users. Gone customers are | 
ni Lueneed, perhaya unduly, by thede past experlencas with ADP and 
computers and tend to be skeptical about cost aud time estimates. 
They also tend to be critical of ADP outputs where the inpute were 
nade by some other person ar components on the other band, they are 
sutisfied with outputs dn wieh they made the inputs. Sore voiced 
concern about the lack of reliability of the OCS interactive tize- 
shearing eyatos and the amount of "dowetime.” Some believe OCS and 
ORD ehowld have better plawing and closer working relationships. 
& nucber of customers polated out the lack of any clear-cut OCS 


 weloriiy eystem for allocation af analyst and procrasmer time in 


velatioa to the substantive importance of the application. Most 
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thought that theiz ova ADP systems or programs ceeded nperading eat 
iumroving in come wy. In the wain they pended also to he aq critical. 
oP taose ADP-related proceusea for whieh they vere yreuponsible as 
they vers Of services performed by OCS. Chey bismed themselves end 
gilse believed thet theis om management had not alwaye given ADP tae 
groper degree and level of interest and support to eusurs good system 
desisa ani rolieble inpst. procedures. ‘On the positive gide, custoucrs — 
in the Support Diractorate reported reasonably good OCS service for 
on-going prograus, end we found thie te be the overall agsucy attitude | 
dn this area of Offices operations. 

22. OCG and the Office of Draining have made a equuendabic 
‘effert in pwoviding the right king of training for ADP specialists 


ond users. aly two arees seo to have bees. alighted~-Lacrease? 


guphasig on the disciplines associated with syotens anslysis, sud 


the training of high-level Agency managers who, ia the long wun, 
wee mony of the key ADP Gocisions for the Agency. 

23. Finally, it is our belief that OCS must eatablish a system 
Por togting ADP servicus and must be given sepaetance in solving the 


 probles of working apace- 
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